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PREFACE 


Comptrollership, as a function, was conceived and 
lactated by private industry and has recently been adopted by 
the military services. As with all new concepts when they are 
transferred from one environment to another emphasis is placed 
upon 2 functional basis and not a personnel basis but for the 
transfer to be successful the concent must have a leader in 
its new environment. 

The purpose of this thesis is therefore to provide an 
améliorator to the commanding officer and the potential 
comptroller in their understanding of the necessary criteria 
needed by the comptroller to successfully discharge his respon- 
sibilities as the comptroller and as the leader in the field 
of financial management. In this thesis the comptroller will 
be viewed as an individual with a dual personality; an indi- 
vidual occupying a position and an individual as a leader in 
the field of financial management. 

It may be noticed that the substance of this thesis 
is not new but has been said many times before. It is a 
compilation of distracted thoughts on the qualities and traits 
of a comptroller and of a leader and it is hoped that this 
review will be of benefit to the commanding officer in select- 
ing his comptroller and to the comptroller in furthering the 
theory of financial management within the Marine Corps. 


a. 
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The opinions expressed concerning the qualities 
necessary for the Marine comptroller are those of the writer 
and do not reflect opinions of the Marine Corps or Marine 
Corps personnel contacted in preparation of this paper. The 
excellent cooperation of the Fiscal Division of Headquarters 
Marine Corps and tne personnel contacted therein, is hereby 


gratefully acknowledged. 
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CHAPTER I 
HISTORICAL BACKGROUND OF THE MARINE COMPTROLLER 


Legislative 

The formal recognition cf comptrollership within the 
military departments is of recent origin but comptrollership 
as a concept appeared in an embryecnic state in the War and 
Navy Departments as a result of the passage of the Budget and 
Accounting Act of 1921. In part: this act established the 
Bureau of the Budget within the Executive Devartment and re~- 
quired the military departments to submit their annual budsets 
to the Bureau of the Budget instead of directly to Congfress. 
In this we have the beginning of indirect financial controls 
over the military departments in that budgetary reporting 
procedures are now subject to the authority of the Bureau of 
the Budget. 

Financial management again came to the fore when in 
1948 the Voorhees Committee, composed of progressive executives 
from industry reviewed the fiscal organizations of the National 
Military Establishment and made suggestions for improvement in 
the fiscal and budgeting procedures. This committee recom- 
mended the integration of all financial and accounting activi- 


ties of the Department of Defense into one organization under 
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2 
the direction of a Comptroller.? 

The most significant study of financial management and 
government costs within the Department of Defense was conducted 
by the Commission on Organization of the Executive Branch of 
the Government, neaded by former President Herbert Hoover. 

The Commission, in speaking of costs, stated: "The budget and 
appropriation process is the heart of the management and 
control of the executive branch. There is 4 great need for 
reform in the method of budgeting and in the appropriation 
structure. " The commission further recommended: 


(a) that the office of Comptroller in the office cof 
the Secretary of Defense be established. ... 

(bd) that the budget organizations of each of the 

three military departments be organized along lines 
Similer to the budget organization in the office of 
Secretary of Defense and placed under the Secretary 

Or an assistant Secretary of each service, Accounting, 
revorting, and administrative management should also be 
placed under the same individual. In case the sudget 
officer is a military man he should have a permanent 
civilian deputy. 


This study provided the spark tnat wes not to die 
until the enactment of Title IV of the National Security Acts 
Amendments of 1949. The stated purpose of this amendment was 


the "Promotion Of Economy and Efficiency Through Establishment 





1 Veorhees Committee, Ls 
the National Military Establishment (Washington: Government 
Printing Office, 1948). — 


2 

Hoover Commission Task Force, Report on the National 
Military Establishment and Budgeting and Accounting in “the 
Federal Government (Washington: Government Printing Office, 
19 wi G ® 
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of Uniform Budgetary and Fiscal Procedures and Organizations." 
It provided for the establishment of « Comptroller in the 
Department of Defense in the capacity of an Assistant Secretary 
and the establishment of Comrtrollers in each of the three 
military departments. The framers of this legislation also 
provided a brief summation of the functions of the Comptroller 
which are contained in See. 401 (b) and is as follows: 


The Comptroller shall advise and assist the Secretary 
of Defense in performing such budgetary and fiscal 
functions as may be required to carry out the powers 
conferred uvdon the Secretary of Defense by this Act, 
including but not limited to three specified in this 
subsection. Subject to the authority, direction, and 
control of the Secretary of Defense the Comptroller 
SOaL ia 
(1) Supervise and direct the preparation of the budget 
estimates of the Denertaent of Defense; and 
(2) establish, and supervise the execution of ... 
(A) principles, policies, and procedures to be 
followed in connection with organizational 
and administrative matters relating tow~ 
(4) the preparations and execution of the budgets, 
(ii) fiseal, sost, opere ting, and capital 
property accounting, 
(144) orogreae and statistical reporting, 
(iv) internal audit, and 
(8) polleies and vrocedures relating to the 
expenditures and collection of funds 
administered by the Department of Defense; and 
(5) establish uniform Saran jn logl ee j claseifications 
ang proesedures in all such me teers .4 


The Secretaries of the three military departments also 
were Gilrected to 
cause budgeting, sccountins, oregress end statistical 
reporting, internal audit, |  AERALA SEROUS VO structure 


and. menagerial prosecduree relating thereto in the 
department of which he is the head to be organized 





public Law 216, 8ist Congress, lst Session, approved 
Auguet 10, 1949, An Act to Reorsanize Fiscal Management in 
e Na onal Military “etablishment to Promote. Feonomy and 


Efficiency end for other Purposes (Washington: Government 
Printing Office, 1945). _ 


*tpia., see 401 (bd). 
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and conducted in a manner consistent with the 
operations of the Office of the Department of 
Defense, 

Another provision of major significance in the Act is 
the requirement that the budget estimates of the Department of 
Defense be prepared, presented and justified 

to account for and report the cost of performance 

of readily identifiable functional programs and 
activities, with segregation of operating and capital 
programs. So far as practicable, the budget estimate 
and authorized programs of the military departments 
shall be set forth in readily comparable form and 
shall follow uniform pattern. 

Thus with the enactment of Public Law 216 we find that 
the foundation for financial management within the Department 
of Defense has been laid and thus the steps have been set for 
the development of Comptroller organizations and the development 
of a performance type budget. 

Department of Defense 

In complying with the instructions and resvonsibilities 
as set forth in Title IV, Public Law 216 of the 8lst Congress, 
as amended, the Secretary of Defense on 27 September 1950, 
issued a memorandum, directive in nature, to the Secretaries 
of the Army, Navy, and the Air Force. This memorandum placed 
requirements upon the departments wherein the outcome would be 
a close continuity of comptrollership functions within the 
Department of Defense. 

Public Law 216, op. cit. 

ee . alli 
Ibid., s¢e 403 (aj. 


‘emorandum, Secretary of Defense to the Secretaries 
of the Army, Navy, and Air Force, September 27, 1959, p. 2. 
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It is interesting to note that this memorandum was 
issued subsequent to the publication of directives or charters 
establishing comptroller organization by the three military 
departments. We must therefore assume that the intent of this 
memoranda was to establish uniformity of comptroller organiza- 
tions throughout the Denartment of Defense and this assumption 
may be substantiated by the subsequent revisions of the original 
directives or charters, by the three military departments. 

To further emphasize the significance of Title IV, 
the "McNeil White Paper" commented as follows: 


This censtituted the first comprehensive legislative 
recognition of the nature of the financial management 
problem in the Department of Defense and provided a 
pattern for meeting it. This legislation identified 
the above-mentioned functions as basic to financial 
management and established specific approaches for 
their development and application. It also established 
a pattern for the military departments and for the 
Department of Defense as a whole to effect supervision 
over the field of financial, and to establish consistency 
and Brora) in such matters throughout the Devartment 
of Defense. 


Devartment of the Navy 
Pursuant to Title IV, Public Law 216, the Secretary 
of the Navy on 1 June 1950 established the office of the 
Comptroller of the Navy. The Charter of the Comptroller of 


the Navy states: 


Duties and Responsibilities of the Comptroller 
of the Nav 


The mission of the Comptroller, under the authority 
of the Secretary of the Navy, is to formulate principles 
and policies and to prescribe procedures in the areas 
of budget, fiscal, accounting, audit, progress and 


Sues nancial Management in the Department of Defense’ 
(Unoublished. Office of Assistant Secretary of Defense 
(Comptroller), November, 1954), p. 7. 
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6 
statistical reporting throughout the Department of the 
Navy to the end that their use will result in meeting 
the operating and planning requirements of management 
with efficiency and economy. In general, the Comptroller 
will function in a staff capacity, exceot in specific 
cases when operations are required in the discharge of 
his statutory responsibilities, or by specific directive 
of higher authority. Examples of these exceptions are: 
The conduct of audits, the vrovision of financial assist~ 
ance to defense contractors, and the performance of 
central accounting operations. 

The Comotroller is directly responsible for budgeting, 
accounting, progress and statistical reporting, auditing, 
providing financial assistance to defense contractors, 
and for the administrative organization structure and 
managerial vrocedures relating to such responsibilities 
within the Devartment of the Navy.? 

We have already seen that subsequent to the publication 
of the charter the Secretary of Defense issued his memorandum 
to bring continuity among the Comdtroller divisions of the 
three military departments but this did not end the Navy's 
disconcertment with this new infant, "Comptroller." Also of 
importance was the need for revision of the apvrovriation 
structure in order to submit annual budgets in readily identi- 
fiable functional programs and activities. 

Title IV Public Law 216 established Comptroller org- 
anizations in the higher echelons of the military departments 
but it did not require the establishment ef Comptroller organ- 
izations at the bureau or field activity level, nor did the 
Secretary of the Department of Defense establish or place the 
requirement of establishing Comptroller organizations at these 
levels. Initially the policy of the Navy was to "foster and 


encourage the appointment of Comptrollers at bureau and field 


*NAVCOMPTINST 5430.1A, "Current Charter of the 
Comptroller of the Navy" (July 6, 1956). 
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activity level, where warranted, rather than direct the 


lO 


establishment of such positions. However tnis policy left 


much to be desired and in November of 1955 the Secretary of 
the Navy published SECNAY Instruction 5400.4 which the 
purpose of which was stated as follows: 
- « »« is tO cromulgate policies on the establishment 
of Comptroller organizations in the bureaus, head- 
quarters, offices, major administrative fleet Seite 
and field activities of the Navy and Marine Corps.+ 

The instruction further stated that: 

The chiefs of bureaus and offices, Navy Department, 
the Commandant of the Marine Gorps, and apprropricte 
administrative commanders may within their discretion 
direct the establishment of a comptroller organization 
for an activity under their command or management control, 
or authorize the commanding officer to establisn a 
comptroller crganization on his own initiative. 12 

and also that: 
Comptroller organizations should be established in 
ewe offices, and field activities where the size, 
scope, ang. complexity of fiscai operations justify 
the need. 

Here in the language of the instruction we find that 
the Secretary of the Navy is still attempting to foster and 
encourage the establishment of comptroller organizations in 
the burefu and field activities rather than directing their 


establishment. But on further investigation we find that the 


> 
10) etter, Assistant Secretary of the Navy for Air to 
Ismar Beruch, U. S. Civil Service Commission, December 10, 


1951. 


il. SECNAV INSTRUCTION 5460.4 to ali Ships and Stations, 
dated 18 November 1953. 


: 
sD tp4a, {Enclosure 1, p. 2). 
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8 
Secretary states his policy as follows: 


It is the policy of the Secretary of the Navy to 
establish comptroller organizations in all bureaus 
and offices, Navy Department, Headquarters, Marine 
Corps, and major activities of the Navy end Marine 
Corps. 


On the one hand we have language attempting to foster 
the furthering of comptrollership but on the other hand we 
have a statement of policy from a senior to his subordinates. 
In this we find that the Secretary of the Navy has attempted 
not to interfere in those areas associated with command res- 
ponsibility but in order tobring continuity within the Naval 
establishment he has stated hia colicy which in military usage 
is an implied command. 

Marine Corvs 

On 1 July 1953, vrior to the publication of SECNAV 
INSTRUCTION 5400.4, tne Conmandant of the Marine Corps 
established the "Fiscal Division, Headquarters, U. S. Marine 
Corps.” The Commandant delegated such authority and assigned 
certain cesponsibilities to the Figeal Director as follows: 

The Fiscal Director, Marine Corvs, is hereby 
authorized and empowered to act for me, and he shall 
pe my agent, in all fiscal matters within the cognizance 
of the Marine Corps, subject to such plans and instruc- 
tions as I may issue from time to time, and he shall 
have complete responsibility for recordings, reporting, 
and administering all appropriated funds and imbursements 
thereto made available to me for the operation and support 
of the Marine Corps in pursuance of such plans and instruc- 
tions. 

Tnis is intended to and does constitute an automatic 
allocaticn to the Fiscal Director of such funde as may 
from time to time be made available to me by copy of 
appropriaticn warrent, tranefer document, or by any 
Other authorized means whatsoever. in sddition, this 


letter constitutes due authorization for the Fiscal 
Director to take such further ections as may be necessary 
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in the administration of and the reporting of the 
aforesaid funds in advancement of such plans and 
instructions as I may effect from time to time.14 

The Commandant's policy on the establishment of 
Comptroller Organizations at the field level activity was one 
of gradual evolvement wherein Marine personnel could become 
indoctrinated with this new concept of comptrollership. It 
was estimated that full implementation would be accomplished 
in three years. 

Upon receipt of SECNAV INSTRUCTION 5400.4 the Command- 
ant of the Marine Corps wrote a letter to all Commanding 
Officers advising them of Marine Corps policy with respect 
to its interpretation and implementation.!>5 the establishment 
of Comptroller organizations was justified if the fiscal work- 
load warranted such action; this was left to the discretion 
of the Commanding officers. If the workload did not warrant 
the establishment of a Comptroller organization, these fiscal 
functions should be assigned to various staff officers. 

In April of 1954 the Marine Corps published instructions 
to field activities relating to fiscal accounting and reporting 
instructions. _°© Again, this publication did not prescribe 
Comptroller organizations for field activities. It was still 


A 
‘ Commandant of the Marine Corps letter to the Fiscal 
Director, dated July 1, 1953. 


1 
> dheeuada ei of the Marine Corps letter to all 
Commanding Officers, dated 9 December, 1953. 


16, 

Field Accounting and Reporting Instructions for 
Appropriation Marine Corps Troops and Facilities," (NAVMC 
1092-FD, Headquarters, Marine Corps, Department of the Navy, 
Washington, D. C., 1954). 
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Ie 
the Marine Corps policy to encourage the progressive develop- 
ment of comptrollership rather than to enforce an accelerated 
development. It was felt that by prescribing a sterectypead 
financial organization to field commanders at this time would 
restrict their initiative in the solution of local problems 
resulting from this new responsibility. This publication did 
promulgated instructions to the field activities concerning the 
revised appropriation structure in the Marine Corps and it also 
explained the responsibilities of subordinate cemmenders in the 
field of financial management to include budgeting, accounting, 
reporting, and related administrative functions, 

The years 1954 through 1956 was a period of trial and 
error wherein Headquarters Marine Corps maintained surveillance 
over the various organizational structures established by 
subordinate commanders. This period wherein the various field 
commands were allowed complete freedom in tailoring their 
organizations to fulfill the requirements of theirnew financial 
management responsibilities was quite successful but ther 
proved to be a definite lack of uniformity in organizational 
structures. The prevalent problem among the commands proved to 
be a lack of internal control and coordinaticn mainly because 
of inconsistent grouping of financial management functions 
under one supervisor. 

In March of 1956 the Commandant issued instructions 
pertaining to the establishment of Comptroller organizations 


a / 


at certain Marine Corps installations. This was necessary 

o  erine Corps Order 5450.2, "Establishment of Comptrol- 
ler Organizations at certain Marine Corps Field Activities ' 
dated 12 March 1956. 
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1 
in order to comply with SECNAV Instruction 5450.2 and to 
provide for a fully coordinated Comptroller staff service at 
the field activity level. This order directed that cemrtroller 
Organizations were to be established at the following field 
activities: 
1. Marine Corps Schools, Quantico, Virginie 


2. Fleet Marine Force, Atlantic 
53. Fleet Marine Force, Pacific 


4, Marine Corps Base, Camp Lejeune, North Carolina 
5S. Marine Corvs Base, Camp Pendleton, California 

6. Marine Corps Recruit Depot, San Diego, California 
7. Marine Corps Recruit Depot, Parris Island, South 

Carolina 

8. Marine Corps Supply Center, Albany, Georgia 

9. Marine Corps Supply Center, Barstow, California 
10, Marine Corps Clothing Depot, Philadelphia, 


Pennsylvania, 

The order prescribed a framework upon which the 
activity commanders were to base their Comptroller organizations 
because it was thought that it would be impractical to prescribe 
one organizational pattern to fulfill the fiscal responsibili- 
ties of all the aforementioned installations. Although 
latitude was left to Commanders as to the organization certain 
other principle were mandatory. 

The comptroller organization was to be headed by an 
officer of the rank of Colonel having general staff status and 
reporting directly to the Commanding Officer. The Comptroller 
functions were divided into three areas: budgeting, accounting, 
and progress reports and statistics. The accounting functions 
were to be headed by an Accounting Officer who was to super- 
vise: cost accounting, disbursing, appropriation accounting, 
stores accounting, plant accounting, and civilian payroll and 


timekeeping, 2% 
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A further elaboration of organization and functioning 
of the staff in financial planning and administration occurred 
in January 1958 when the Commandant of the Marine Corps issued 
Marine Corps Order 5450.2a.°7 This order was directed to all 
Commanding Officers and provided guidance supplemental to the 
Marine Corps Staff Manual on the organization and functions of 
the staff in the execution of the commander's financial manage~ 
ment responsibilities. The establishment of a comptroller 
organization at nonprescribed activities is still left to the 
discretion of the Commanding Officer but we heave an elaboration 
of the comptroller's general staff duties as follows: 


the Comptroller--Plans, coordinates and supervises 
matters pertaining to the broad areas of financial 
management to include appropriated and non-appropriated 
fund activities. His powers includes planning for, and 
coordination and supervision of the following: 


(1) Budgeting--Guidance and instructions for budget 
matters; review of the source requirements and justifica- 
tions of the various programs of the command; compilation 
of the annual budset; recommending allocation of funds 
available for approved operating vrograms (including 
pay of civilian personnel), and revisions thereof when 
required; preparation of appropriate budget directives 
and instructions; initiation of action for finencial 
adjustments required by changes in amount of funds made 
available; and improvement of financiai efficiency. 


(2) Accounting--Maintenance of required records, 
including records of obligations and expenditures against 
allotments and project orders; maintenance of records for 
the plant property account and for financial transactions 
of all classes of property; for civilian pay, leave and 
retirement; preparation of accounting reports; supervision 
of cost accounting operations; submission of property 





19 commandant. of the Marine Corps, Order 5450.2A. 
"Organization and Functioning of the Staff in Financial 
Planning and Administration" (Washington, D. C.: Department 
of the Navy, January 17, 1958). 
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returns; supervision of timekeeving operations; and 
preparation of civilian payrolls. 


(3) Disbursing--Payment of civilian payrolls; payment 
of public vouchers and military payrolls; issuance of 
savings bonds; and preparation of disbursing reports and 
returns. 
(4) Progress and Statistics--Develop guides and 
eriteria for the collection and coordination of statistical 
Gata; supervise the preparation of special statistics. 
In addition to explaining the general staff duties of 
the Comptroller the order further defines the general duties 
of the accounting officer, disbursing officer and fiscal officer 
as members of the special staff. The order further increased 
the list of activities required to have a formal comptroller 
organization. Marine Corps Base, Twentynine Palms, California 
and Camp Smedley D. Butler, Okinawa were the new additicns to 
the previous list of activities required to have a formal 
comptroller organization but unlike the previous activities 
wherein the Comptroller's rank was to be Colonel these two 
additions were to be manned by a Lieutenant Colonel. 
Summary 

This chapter has followed the development of the 
Marine Comptroller from his legislative conception through the 
directives of the Defense and Navy Departments concluding with 
the assignment of billets, functions and duties at various field 
activities by the Commandant of the Marine Corps. fThrough all 
the orders, directives and instructions there is a noticeable 


void in expression as to the selection of personnel to fill the 


comptroller billets and what characteristics, qualities or 


Ibid ¢ 
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traits should they possess or acquire in order to successfully 


discharge their responsibilities. SECNAVINST 5400.4 states 


sinply and briefly, that the qualifications of the comptroller 


should be as follows: 


Pe 


Qualifications 

a. The complex and continuing nature of the 
comptroller function is such that the qualifica- 
tions of an officer or civilian appointed as the 
comptroller are most important to the effective 
discharge of his responsibilities. The officer 
or civilian so appointed sheuld have had broad 
experience with operating programs and problems 
and general management responsibilities. He should 
have keen analytical ability and be capable of 
méking discriminatine judgments as well as be 
able to express concisely and effectively his 
conclusions and recommendations in either written 
or verbal form. 


Are these qualifications peculiar only to the comptrol-~ 


ler or would they apply to ail officers assuming a position 


On a general staff? Upon inspection it would appear that 


these qualifications are prerequisites for aii staff billets. 


It is with this lack of guidance, in relation to the prerequi- 


site skills, exverience and aptitudes of the potential Marine 


Comptroller, to the commanding officer that the following 


chapter will be devoted. 





el 
SECNAV INST 5400.4, op. cit., Enclosure (1) 
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CHAPTER II 


QUALITIES NECESSARY TO SERVE AS A COMPTROLLER 


"What does a man need, in terms of skills, experience, 
and aptitudes, to serve well as a comptroller?"* 
This is a pertinent question to the commanding officer. 
Periodically he must consider the relative qualifications of 
several officers who are available to replace a comptroller who 
is leaving his staff for another assignment. This question 
is also pertinent to the man who is offered an opportunity to 
serve as a comptroller. His long-run success depends upon his 
ability and willingness to appraise his own capacities against 
the requirements of this position. 
The relative newness of the position in the Marine 
Corps has so far prevented development of firm criteria for 
selecting individuals who can serve effectively as comptrollers. 
A common understanding of the role of comptroller has not 
Geveloped to guide commanding officers in their selection and 
to aid those responsible for assignments and career development 
in vroviding advisory assistance. 


This lack of firmly established criteria has caused 


l 
Department of the Army, The Comptrollers Guide, 
Pamphlet No. 35-10 (July 1956). 
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16 
the placing of undue emphasis on factors of doubtful importance, 
@.%., ability to work with figures. It has engendered disagree- 
ment as to the nature of the position and the capabilities 
required. 

This problem has also been recognized in the Army and 
to fill the gap this service has stated in summary terms the 
following criteria as being the qualifications a potential 
comptroller should possess: 

1. The viewpoint of an executive. 

2. Specific technical qualifications. 

3. Unique personal capacities, 

4, The traits of a staff man. 

The Army does elaborate these criteria but with a 
broad brush treatment; therefore, the impression received is 
that these qualifications are indicative of all officers of 
comparable rank to that of a comptroller. 

The Navy also has ventured to state the qualifications 
desirable in a comptroller but are more subjective in their 
description than was the Army. The Navy states: 

The complex and continuing nature of the comptroller 

function is such that the qualifications of an officer 

or civilian appointed as the comptroller are most 

important to the effective discharge of his responsibilities. 
The officer or civilian appointed should have broad exper- 
ijence with operating programs and problems and general 
management responsibilities. He should have keen analytical 
ability, be capable of making discriminating judgments, 

and be able to express concisely and effectively his 


conclusions gnd recommendations in either written or 
verbal form. 


“Tbid., De 67. 


way Comptroller Manual (Washington: Government 
Printing Office), Volume l, para. 012201. 
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To gain the sdvantage of another outlook on this 


problem let us revert to the mother of comptrollership "private 


industry" 


and see what thoughts she nas on the desirable 


elements in a comptroller. 


T. F, Bradshaw in his hock Developing Men for 


i: Spence 


Comptrollership lists the following personality traits and 


skilis which make a desirable comptreller: 


(A) Personality Traits: 


me 


5. 


6. 


An orderly mind which seeks causee and can 
find a pattern of meaning in 4a mass of facts. 
Perspective to distinguish the important from 
the unimportant; pererective to view the 
operations of each department in relation to 
the whole business, and the operation of the 
business against the industry or the economy. 
An objective mind which can evaluate the various 
conflicting forces within a business. 
Patience to build a foundation of facts snd 
igures for each bueiness problem; ratience 
to rersuade and indoctrinate rather than to 
order, 
A personality which inspires conridence in 
peovle; a personality which enjoys meeting 
and working with peopie. 
A high desree of snlesmanship to sell the 
tools of control to operating devartments. 


(B) Skills and abilities needed by the comptroller: 


ff 


A knowledge of the functioning of ail depart- 
ments of his comoany, their interrelationships 
and objectives, a knowledge of control points 
and figure needs throughout the organization. 
"Administration ability--the ability to 
"pull" in an organization and the ability to 
get things done through peocle. 

Should nave specialized skills and knowledge 
of accounting, statistics, and other figure 
know-how, + 


A similar viewpoint of the quelifications of the 


comptroller is that expressed by Heckert and Willson in their 


4 
Te Fa 


Bradshaw, Developing Men for Comptroliership 


(Boston: Harvard University Press, 1950), Chapter 1. 
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book Controllership: 


A. Qualifications: 
1. A general understanding of the industry of 


which his company is a part and of the social, 
economic, and political forces directly related 
thereto. 

2. A thorough knowledge of his own company, its 
history, policies, program, organization, and 
to a considerable extent its technical opera- 
tions. 

3. An understanding of the basic problems of 
organization planning and control. 

4, An understanding of the basic problems of 
production, distribution, finance, and 
personnel management. 

5. The ability to analyze and interpret accounting 
and statistical data in such a manner that 
they become a basis for action. 

6. The ability to express ideas clearly in writing 
(and in proper English). 

7. A thorough knowledge of accounting principles 
and procedure and the ability to direct 
statistical inquiry. 


Heckert and Willson also mention the desirable personal- 
ity traits as, "the ability to get along with people, the 
ability to exercise unlimited patience, the ability to resvect 
other men's ideas and opinions, end the practice of thinking 
problems through to the ena."© 

As the various opinions of the foregoing writers on 
required traits, qualities and skills of the comptroller are 
viewed as 2 whole, a noticeable pattern begins to form. It is 
evident that if the comptroller is to be worthy of his position 
as the adviser to top management on financial management, he 


must have executive ability and the outlook of top management. 


°F. Brooks Heckert and James D. Willson, Controllersnin 
the Work of the Accounting Executive (New York: The Ronald 
Fress Cos, 1952), ps Ie. 


Orpia., Chapter 2. 
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It becomes increasingly clear that persons who serve 
as comptrollers must possess, first of all, a broad point of 
view. As a member of the general staff the comptroller assists, 
and is part of, the top management of the command to which he 
is assigned. He supplements and aids the commanding officer 
and the principal operating officials. He must be capable of 
viewing their extensive responsibilities and their inter- 
relationships. Only by seeing the whole can he aid the members 
of this top management group. 

The comptroller who possess such a broad point of view 
will be concerned with basic objectives, missions and policies 
of the command to which he is assigned. He will be responsible 
for a myriad of accounts, reports, procedures and studies but 
he must be capable of seeing beyond these minutiae of this 
field of endeavor and viewing each in terms of the contribu- 
tion to be made in accomplishing the objectives of the command. 

His is a task to marshall the skills of his staff and 
each of the new tools and techniques that make up the Jiarine 
Corps managerial system toward accomplishing the command's 
objective and missions; therefore he must possess a positive 
and purposeful outlook. He should visualize the comptroller's 
task as that of looking to the future and bringing about those 
improvements in organization, in methods and procedures, in 
work planning, and in managerial controls that will better 
ensure accomplishment of objectives and missions at lower costs. 

The comptroller must possess the capacity to develop 


and utilize a highly skilled professional staff. The people in 
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20 
his departments have to be more skilled than he in each of the 
techniques he uses--budgeting, management engineering, work 
measurement, accounting, statistics, program review and analysis 
and applicable areas. He must be capable of delegating author- 
ity to his assistants, of intezrating their respective skills 
into a coherent whole, and of effectively stimulating the 
exercise of their initiative, imagination, and professional 
skills. 

He should have a sufficient knowledge of the procedures 
and techniques employed by the specialists on his staff, the 
accountants, the budget analysts, the management analysts, the 
cost accountants and the reports control cfficer. He should 
understand the key elements of each field of specialization and 
recognize their interrelationshins. 

As the comptroller is a staff man, he must in many 
instances accomplish his ends without the use of authority; 
he will persuade, stimulate, suggest, and motivate but he cannot 
order. He must therefore be reasonably content to serve as a 
staff man. To effectively function as a staff man the comptrol- 
ler requires the ability to understand and deal effectively 
with other men of equal or greater status or rank. He must 
possess the ability to recognize when to compromise and to 
accept the viewpoint of others when methods rather than prin- 
ciples are at issue. He must be able to strike a balance 
between a theoretically perfect application of techniques and 
a practical advance in methods or operations. 


The personal qualifications are of special importance 
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el 
in the selection of potential comvtrollers. He must demon- 
strate especial skill in communications. He must be able to 
make others understand and be convinced and on the other hand, 
he must be able to listen well. 

The comptroller's job involves creative, origins] 
thinking. He need not be brilliant but he should possess 
above average intelligence. He must have practical intelli- 
gence, judgement and be capable of thinking analytically and 
logically. He must possess imagination to aid his colleagues 
in solving organization and management problems. 

The comptroller should possess the ability to utilize 
fact-finding processes in solving everyday management problems. 
He should have the capacity to avproach new problems by 
assembling all pertinent facts and analyzing tnem to discover 
solutions which experience alone would not cdictate. 

He should have the canacity to think and act objective- 
ly and with emotional stability; this involves patience and 
the capacity to view each problem with a freedom from prejudice 
or bias that insures considered, balanced judgment end wins 
the respect of those about hin. 

Above all the potential comotroller must have a 
thorough understanding of the Marine Corns, its missions, and 
its organization. Although the comptroller is 4 shore estab- 
lishment billet the votential comptroller must have had 
extensive duty in the Fleet Marine Forces: he must thoroughly 
realize that shore activities are justified by the service they 


provide to the fleet units and are not @n end unto themselves. 
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22 
Only among those officers who have advanced to the rank or 
status that merits his assignment as a comptroller and who 
has manifested especial interest in the formulation of objec- 
tives, program and budget develovment, program review, manage- 
ment improvement and the design of organizations are those 


best suited for assignment as comptrollers. 





CHAPTER III 


PERSONA] QUALITIES NECESSARY TO EERVE AS A 
LEADER IN THE FINANCIAL MANAGEMENT MOVEMENT 


Until now this thesis has spoken of those qualities 
which are desirable in a potential comptroiler in relation to 
the position and the capacities required to man that position. 
This chapter will then be a development of the personal quali- 
ties necessary for the potential comptroller in his role as 
a leader; a leader, of tne financial management movement, to 
those peeple wnom he is supporting and to those people whom 
he is supervising. 

The questions "What is leadership?", “Can leadership 
be defined?" and "What are the qualities of leadershiv?", may 
be asked and rightfuily so. These are questions thet have 
been asked for untoid years and many thesis have been written 
attempting to answer them. fPsychelogists are more pessimistic 
in their views toward this subject than military men. Two 
psychologists, Staniey B. Williams and Harold J. Leavitt in 
their article "Group Gpinion as a Predictor of Military Leader- 
ship," say: "It appears to be some elusive combination of 
abilities which varies from person to person, from grour to 
group, and possibly from moment to moment. Unfortunately the 
most valid statement we can make about the qualities of 


a) 
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4 
leadershiv is that we know little about then. "2 
An example of the more optimistic view of the military 
services on defining leadershiv may be shown by quoting from 
the textbook used for the instruction of midshinvmen at the 
U. S. Naval Academy; it says: 


Leadershin may be defined as the art, science, or 
gift by which a person is enabled and privileged to 
direct the thoughts, plans, and actions of others in 
such a manner as to command their obedience, their 
confidence, their respect, and their loyal cooperation. 
This definition combines the moderm concept that the 
practice of leadership embodies the scientific approach, 
and is not strait jacketed in the philosophy that it 
is an art oF a gift with which a leader is endowed 
from birth. 


As to the attitude of the naval service on the personal 
qualities of leadership let us quote from Admiral Burke's 
article "Moral Leadership in Action, "° wherein he outlines 
personal qualities which he considers common to all tyves of 
leaders. These are: 

a, Self-confidence 

b. Knowledge 

ec. Enthusiasm 

ad. Ability to express oneself forcefully and clearly. 
(This implies both orally and written). 

e. Naval courage to eliminate subordinates. 

f. Willingness to do something about a cause. 
This paper will adopt the more objective view of the 


naval service wherein the comptroller is in a particular group 





*) G. Browne and Thomas S&S. Conn, {The Study of 


Leadership (Danville: The Interstate Printers and Publishers, 
Inc., 1958), py 155. 


Naval Leadership, U. S. Naval Institute 1959, p. l. 


3 
Selected Readings in Leadership, U. S. Naval Instit- 
ute, 1957, PD. lle-l a 
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25 
and desirable criteria may be established for his role as a 
leader in the field of financial management. 

In reading this thesis the potential comptroller must 
remember that the study of personal character traits can be 
meaningful only if he performs a critical self-analysis of his 
own character with a determination to correct deficiencies 
which this self-analysis reveals. This connotes a willingness 
on the individual's part to recognize certain character trait 
deficiencies as well as the determination to correct these 
deficiencies. The self analysis of the individual's personal 
character traits should not be limited merely to a personal 
self-searching, but should also involve an analysis of hinself 
by others. 

The aim of the following discussion will be to present 
a comprehensive picture--a synthetic model--of all the ideally 
desirable qualifications. The task of self-cultivation in 
leadership qualities is thus to be viewed as a helping to 
strensthen those traits which may at one time or another be 
brought into use. 

A Sense of Purpose and Direction 

A quality which is clearly prominent in every good 
leader is a strongly developed sense of dominant purrose and 
direction. The leader is one who knows with greater than 
average strength of conviction what he wants to get done and 
where he wants to go. 

He must possess clarity and precision as to the 
objectives, purposes or aims that he desires for himself and 


his group, and that he holds these deeply enough and permanently 
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26 
enough to see them well on the way to being realized. Purpose- 
fulness to be effective requires that the aims sought are: 
(1) definite; (2) readily communicable to others; and (3) 
vigorously, persistently and enthusiastically sustained by 
the leader. 

Purposes arise in one of three typical ways. First, 
the purpose is given by a going group, and the directing verson 
is chosen as the one to give the lead in realizing it. Second, 
the purpose is partly given and the leader, however he may 

arise has the opportunity to broaden and enrich it. Third, 

the leader has to a considerable extent formulated the purpose 

and leads by virtue of his ability to rally others to it. 
Enthusiasm 

The mere presence of a sound purpose is obviously not 
enough. It must be felt to be sound by all. In other words 
it must be surcharged with a dynamic emotion, with a hopeful- 
ness, with a will to win and an abounding, robust sense of 
joy in the job. It is something like this which is meant by 
enthusiasm. And this too is an essential attribute. It is 
important because it is self-sustaining, and also because it 
is contagious. Beyond a limited point it cannot be faked. Its 
genuineness is quickly sensed. 

Where the leader has real vigor on the physical side 
and definiteness of objective on the mental side, enthusiasm 
is the normal offspring. This does not mean that enthusiasm 
cannot be deliberately increased. It means that its creation 


is a derived fact and that out from the springs of great energy 
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an 
and of deep intellectual conviction will pour that emotional 
exhilaration which is essential for arousing others. 

The good leader feels deeply, is emotionally primed 
and has a power to summon and to elevate the desire of others 
which wholly transcends the national level. Good leaders are 
enthusiasts. They are in their measure possessed, caught up, 
instruments of @ cause or power which uses them. They feel 
themselves commanded by a@ power and strength which they in 
turn command. It is perhaps not without significance that 
the word, enthusiasm, originally came from Greek words which 
meant possessed and inspired by some divinity. 

Integrity 

People must be able to trust their leaders. They want 
to feel that their interests are safe in the leader's hands-- 
that he will not betray them, or sell out, or get tired of 
serving them. They want to be confident that he is not going 
to offend them or their sense of the fitness of things by 
conduct unbecoming to tne position he holds or inconsistent 
with the esteem in which he is heid. They want to feel a 
sense of solidity, of honesty, of reliability. "We can trust 
him" and "he keeps his promises" are tributes he must have 
earned. 

In short, they want the leader to possess integrity. 

Integirty originally means wholeness. The leader who 
can attain within himself a unity or wholeness of drive and 
outlook will possess integrity. The acquiring of this quality 
is thus no little thing, and the process requires no minor 


adjustment. It is a major problem of the whole life philosophy 
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28 
and character of the individual. It is a question of the 
leader's capacity to be loyai to the basic demand for loyalty 
itself. 
Technical Mastery 

in every organization or group there are many definite, 
particular activities to be carried through. The normal need 
for subdividing and functlonalizing duties often proceeds to 
@ point where the coordinating executive at the top cannot 
possibly pretend to a working knowledge of more than a fraction 
of the details. iven within staff departments and among depart- 
ment heads a multiplicity of minor tasks may remove the possi- 
bility of inclusive technical mastery by the titular head. 

It must not be cverlcoked that in every leadership 
situation the leader has to possess enough grasp of the ways 
and means, the technology and processes by means of which the 
purposes are being realizec, to give wise guidance to the 
Girective effort as a whole. 

It has long been recognized that the job of leading 
has its own special technicues, and that these are different 
in kind from the epecial techniques of directing or operating 
line or staff departments. Wherever it is found with the 
increasing size of an organization that the top executive posts 
require primarily 2 coordinative responsibility, then the 
leadership aspect comes at once to the fore as of major 
importance. 

Briefly, the coordinative technique means ability to 
help formulate, transmit, interpret and supervise the working 


out of policies with people--with the members of the psroun from 
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29 
top to botton. 

Some of the techniques of record-keeping, analysis 
of the results and the like, may differ greatly from one 
organization to anether. But other elements will be common in 
many leadership positions. Problems as to who is to participate 
in policy formulation, what organized conference methods may be 
best for this purpose, how thuse who do not participate may 
best be informed ard persuaded of the need for vroposed new 
policies, delegation of responsibility and authority for doing 
specific parts of the work required to carry out a policy-- 
these must bs hancled by the leader as integral parts of his 
special coordinating technique. And these are as much aspects 
of the leadership function as they are parts cf tne coordinative 
job, because they involve influencing pecole. 

In general the principle underlying success at the 
coordinative task nae been found to be that every special and 
different point of view in the group affected by major execu- 
tive decisions should be fully represented by its own exponents 
wnen decisions are being reached. These special points of view 
are inevitably created by the differing outlook which different 
jobs or functions insvitably foster. 

Tne more the leader can know at first hand about the 
technique employed by ail in his group, the wiser wili be his 
grasp of all nis problems. His knowledge of the time factors 
involved in the work being done is, for example, helped by 
this. "How long should I expect this or that task te take?” 
is an important question for the leader to be able to answer. 


There i8 always danger that his sense of the pace at which tasks 
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30 
can be accomplished will be wrong and that he will be led 
either to ask the impossible or not demand enough. 

Also, the effectiveness with which tne purpose is 
being realized, may often be conditioned by the leader's tech- 
nical grasp. He must at all times be able to answer the 
question "Are we getting our job done effectively’ And this 
means he should be familiar with standards cf sound performance 
and related matters of technical import, 

In this connection, it is iniportant for the leader in 
many cases to know how to make use of technicel experts. He 
should be able to select experts snrewdly, to stimulate them 
to do their best work and to use their findings judiciously 
without being overborne by them. The expert, it has been 
wisely said, should be on tap and not on top. And the good 
leader can greatly extend his area of effective work if he 
learns how to draw on experts whiie still keeping technical 
opinions in subordination to his own more inclusive and therefor 
truer perspective of what he and his group are trying to do. 

Every potential leader wili therefore do weil tc 
ask himself, "Do I know enough of the techrique of this enter- 
prise to gain the confidence of my followers and to realize 
our common purposes?" 

"Do I know how to bring my followers into conference 
and council with me in ways to facilitate (1) the broadening 


of purposes when that is necessary and (2) the adoption of 
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ad 


policies and plans of action which will acnieve then surely 


and satisfactorily to all. In short, am I a good coordinator?" 
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"Do I understand the relation of the parts to the whole 
in the organization, so that I am not afraid of experts but 
am able to use them to make my own grusp more thorough?" 

There is undoubtedly a fine respect which is accorded 
to tne man who knows. Workers are aliways impressed when the 
department head can step up to a job and say to the worker, 
"Let me show you; it doesn't go that way; this is the way it's 
done;" and who then does it with skill and finish. 

But the key to ieadership lies in other directions. 

It lies in ability to make a team out of a group of individual 
workers, to foster a teamn svirlit, to bring tneir efforts 
together into a unified total result, to make them see the 
significance of the particular task eacn one is dcing in 
relation to the whole. 

It is in this broader sense that tne real skill of 
leaders is viewed. where their past experience and training 
have been such that leaders can add to that skill proficiency 
at individual jobs in the organization, that is so much to the 
good. But it is not the determining factor. ‘The task of 
leading is essentially and functionally different from the tasks 
requiring other specislized skiils. 

Decisiveness 

Ultimately tne leader has to get results. There must 
be action and accomplishment. The group objective must be 
measurably realized. This is vital. To eut across indecision 
with decision, to galvanize indifference into entnusiastic 
performance, to translate doubt of possibilities into the 


swing of going actuality--to effect these transitions is the 
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leader's peculiar prerogative and duty. "He did the job" 
is the tribute from which leadership cannot escape. 

How he did it, what motives he summoned and what 
residuum of achieved satisfaction he has left with his follow- 
ers--these too are intrinsic aspects of his success, But 
leadership is at a premium because so many people are loath 
to make irrevocable decisions, are tepid in their enthusiesms, 
timid in their faith in themselves and others, afraid of the 
burden of responsivility and undecided about their direction. 

Emphasis on decisiveness is important because of the 
danger that the studiously and scientifically minded who are 
in posts of leadership will never stop taking evidence and 
accumulating and weighing facts. 

The demand is that the leader should take human exper- 
ijence in hand and resolutely make it eventuate in the direction 
he believes it should take. Dangers of his arbitrariness, of 
stubbornness, of too great rigidity of method there will be 
real dangers to be guarded against. But the world waits, when 
it places individuals in positions of leadership, upon their 
readiness to act--forcefuily, vigorously, effectiveiy, and 
rightly if possible--but to act so that the rest of us may with 
a certain reiief throw off the incubus of vacillation and act 
too. 

At its vest, the process of deciding is, psychologically 
one of weighing evidence, picturing aiternative eventualitics 
and making a choice by which one is willing to stand. Soundness 
of judgment and courage in facing the outcome are two important 


conditions here. 
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Ability to exercise judgment soundly can be developed. 
The elements to mister here are the 'xnown oelementa of the 
reascninaz proeeess, If these are carefully followed, the 
resulting judgments are sur. to ba better than if no conscious 
attempt at reasoning 1s made. It will be necessary, therefore, 
to etate briefly whit the elements or stens in the process of 
reasoning are. They are as follows: 


1. Recognition--of the problem to be faced. 

2. Accumulation--of facts, of all possible data relevant 
to the problem at issue. The more complete the facts, 
the sore iikely is & sound answer to emerge. 

3. Classificetion and arrangement~-of all evidence into 
related groupings which ehould help to throw some 

ient on a tentative ansvyer. 

4%, Formulation of an Kypothesis or trial solution--one 
which in the lisht of the facts seems a likely answer. 

5. Corroboration--of this hypothetical anewer to see if 
it holds water, conmenie itself te good sense, seems 
reasonable or, best of all, proves to work effectively 
in action. Admittedly in humen affeire, as for 
example, in regard te many proposed reforms, this 
testing process may bo a lanc ene and it may be Jiffi- 
cult or impossible to get sound apvraisal of results 
in advance. Sometimes it, is possible to establish a 
testing on a small scale which can be extended if 
results look promisins. 

6. Adoption or acceptance-~of the hypothesis or trial 
solution as valid and useful, es lone as the facts 
of the whole situation remain substantially the same 
and the results of applying the solution continue 
satisfactory.- 


This is the process often spoken of as inductive 
thinking or as in the use of the seclentific method in thinking. 
Judgments or choices made as a result of a careful following 
of theece stevs will be far sounder than the results of random 


selection. One great difficulty le that it is so often 
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34 
impossible to know all the qualifying facts. And in human 
situations and problems we forget that what other people think 
and feel about the points at issue is just as important 2 
fact as that their opinion may be wrong, no matter how they 
reached their conclusion, 

The application of the process of rational deliberation 
to the solving of a specific question may present difficulties, 
but that does not lesson the value of the vrocess in arriving at 
sound judgments. 

Decisiveness is sometimes thought of as a peremptory 
quality of rapid and perhaps intuitive charecter. One certainly 
sees leaders who mistakenly think and act as if decisions must 
be quickly made in order to be impressive. Yet the appearance 
of rapidity is often deceptive. The leader by his complete 
immersion in the facts of his situation is frequently able to 
give a wise decision with what seems like great speed. But 
what appears to be an intuitive flash is often the result of 
deep prior reflection, or of an incubation of ideas which has 
been going on for some time. Or it may be that a quick 
decision is easy because similar issues have been satisfactorily 
met before. 

It is important also to call attention to the manner 
and appearance with which the act of deciding is invested. 

The leader must not only be decisive; he must impress his 
followers with the fact that a decision has been reached and 
that hesitation, vacillation and cuestioning are over. He 


must act in a decided way and support his decision with a 
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confident and courageous attitude. He must look decided. 

Nothing so betrays the leader as reluctance to stand 
behind, defend and pay the price of the course of action he 
has chosen to follow. He must be willing squarely to shoulder 
the responsibility; and it is at this point that many people 
reveal deficiencies which debar them from real strength as 
leaders. 

Those who are going to lead should also be prepared 
in advance to realize that they cannot be right all the time. 
Only the man who never does anything never makes a mistake. 
Many leaders spend valuable time trying to save their faces 
over errors of judgment when a candid admission of error and a 
fresh start would be preferable to their followers. They hold 
to the view that a change of mind, a shift of plans, an 
altering of objectives is a sign of weakness. Nothing could 
be more mistaken. One proper aspect of decisiveness is to 
know when a wrong decision has been reached and to decide to 
change. How that new decision is to be conveyed to followers 
is a point to be carefully thought through in each particular 
situation. But done in the right way it does not lessen the 
confidence of the led, but reenforces their respect for the 
honesty, integrity and insight of the leader. 

The capacity and the willingness to make decisions 
can be cultivated. With some people indecisiveness has become 
@ vicious habit. But the opposite trait can by deliberate 
intention be built into a helpful habit. 

Start the habit of deciding by making up your mind 
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36 
promptly on small things. Acquire the habit of selecting your 
choices firmly and then dropping all other possible alternatives 
from your mind. Such action need not be arbitrary or capric- 
ious. Judgment can be exercised; alternatives should be 
critically reviewed. But action is necessary! The wise 
leader can learn to decide what issues are so important that 
he must take time and thought to weigh them; but these are 
relatively few. The world rightly expects leaders to decide 
and to start performance, 

Another way to assure that decision-making will be 
easier and less often needed, is the prior planning and stand- 
ardizing of as much of the usual routine of opersetion as can 
safely be left to standard practice instructions. For a leader 
to find himself called upon too frequently for decisions is 
usually--prime facie--evidence that the ordinary course of 
Operating activities has not been well laid out, that instruc- 
tions have not been well imvarted, that tne responsibility for 
the smooth flow of execution has not been adequately delegated. 

All this is no argument for the leader's playing a 
lone hand, It is not 4 contradiction of anything already said 
about the necessity for taking counsel, for using the conference 
to create or change group purposes, for getting a common mind 
and desire to develop where confusion and difference prevailed 
before. There is a distinction to be observed between methods 
of getting agreement and the need for being eventually decisive 
about the fact that there 18s agreement and that the time has 


come to lead on to execution. 
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Also, nothing that is said on behalf of decisiveness 
should be construed as arguing for stubbornness, obstinacy 
or inflexibility on the leader's part. Some may overplay it 
in these directions, just as there will be those who, iacking 
the courage of their decisions, will try to save their faces 
by placing blame upon colleagues or subordinates if decisions 
vrove wrong. 

These misconceptions of the need for decisiveness do 
not make it less essential. Leaders should appreciate the part 
that judgment plays, and train themselvee to size up situations 
rapidly by Geveloping the habit, of thinking problems through 
eystematically. Thus in @ well informed and logical mind 
decisiveness can work with speed ani accuracy. 

Finally, the real leader will stand ready courageously 
to pey the prices of seeing his decision through without the 
disruptive tactics of blaming others for their own errors. 

Intelligence 

Tne factor of intelligence in rersonality is perhanrs 
more completely innate than most others. As used here, 
intelligence means capacity to see the point, to sense relation- 
ships and analogies quickly to "put two and two together,’ 
to find the salient factors in past experience which are helpful 
in shedding light on present difficulties. Intelligence is the 
ability to appraise situations readily, to see their signifi- 
cance in the total setting of present and past experience and 
to get the cue es to the likely line of wise action. 

This capacity differs greatly from person to person. 


How much it can be developed by conscious effort is still an 
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38 
open question, but the indications are that not a great deal 
can be done directiy. It is 4& capacity which seems under 
normal circumstances to remain fairly constant in quality 
throughout the individual's life. 

Wheat little scientific evidence there is above the 
consensus of observable facts seems to noint to the truth that, 
other qualities being equal, the person of greater intelligence 
will probably make the better leader. There is reason to be- 
lieve tnat of several candidates for a supervisory position, 
who seen approximately equal in the other necessary character- 
istics, the one with the higheet intellirence quotient will 
probably neke the best leader. 

The few available studies indicate also that this 
higher inteliigence factor in leadera correlates with versati- 
lity. The tentative conclusion esema to be that those capabie 
of leading in one field are likely to be found potentially 
high in capacity to lead in several fields, The kind of eager, 
alert, outresaching mental quality which marks the leader pre- 
disposes hin to use his rowers in several directions. 

The necessity of relatively high intelligence in 4 
leader will be reedily acknewledgeed, it would seem if the 
demands upon him are considered. In most situations, in his 
selection of ebjiectives, in his technical mastery of the 
coordinative process, in his capacity to decide wisely, in 
his exercise of teaching skill and 311 the rest--his ability 
to see the point, appraise experience and get to the heart of 
problems shrewdly, must ce high. And he must show this anility 


with confidence--with undue delay and without that uncertainty 
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which would cause anguish or distrust among his followers. 

Little can be said to the potential leader in a 
constructive way about the development of this kind of intel- 
ligent resourcefulness. But honest self-knowledge as to one's 
comparative standing in respect to this quality can sometimes 
prevent one's reach from exceeding one's grasp. He will be a 
fortunate leader who can gauge his own powers so accurately 
that he does not let his ambition dictate an elevation to a 
Place and a power which it will be beyond his capacity to 
exercise. 

Yet even at this point qualifications are necessary. 
There are unquestionably many leaders who have made up in 
persistence and dogged determination what they lack in intel- 
ligence, or who by integrity and friendliness offset their 
limitations of mentality. 

The general truth still stands, however, that one 
should not assume a leadership role with which one's intelli- 
gence is not able to cope. No leader can rise higher than 
his mentality will allow. Often successful department heads 
make poor general executives, and deficiencies of intelligence 
are frequently the crucial factor. 

Honesty with oneself on this point should not be a 
source of discouragement or a check upon aspiration. But it 
should enable one to direct one's talents and supplement one's 
equipment by the development of those other necessary qualities 
which do in practice helo to make up for deficiencies of 


mental acumen. 
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A final reason for emvhasizing the value of intelli- 
gence is that this question recurs in every organization: 

How shall we get this done? Sometimes the answer emerges out 
of group deliberation. But responsibility for applying ideas 
which will answer all the "how" questions falls ultimately 
upon the leader. He it is who must take the initiative in 
finding the right ideas, in facilitating their proper evalua- 
tion, in expressing them and finally in putting them across. 
He does not do this all alone or unaided. But, from whatever 
source, he must have ideas. These may relate to any aspect 
of the group's endeavor, to the normal flow of activities or 
to the handling of crises and emergencies. And he is a pnoor 
leader whose ingenuity fails to supply the answer. 

Quite irrespective of how he comes by his ideas, the 
leader at every level has to have intelligence enough to know 
how to implement the endeavors of this group toward the given 
aim. He may fall far short of being himself an "idea man." 
But he must be able to take the ideas of tacticians, strate- 
gists, theorists and ali kinds cf experts and see that from 
them a proper selection is made, an understandable phrasing 
of them and, finally, thet they are put into action by his 
followers. 

Two Otner correlative qualities deserve mention in 
this connection, as special evidences of intelligence-namely 
imegination and a sense of humor. 

The capacity for imagination can probably be improved 
by deliberate effort. It may be defined as a mental picturing 


of a new combination of ideas brought into meaningful and 
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41 
useful relation. The ability to imagine is the ability to 
create in advance in one's own mind a new plan or line of 
action which when tried proves vractical. 

It, will be seen that this is really but an elaboration 
of the process of reasoning. It is a more daring, more inde- 
pendent and untrammeled effort. The comptroller, for example, 
may by reasoning decide that nis organization should institute 
a broad training program. But it is in his imagination that 
he will build ur an advance picture of the facilities he is 
going to provide, the teachers he will secure, the interesting 
selection of courses which will te offered, the ways the 
program will be made to stimulate and elevate the personal 
capacities of hia group. 

No doubt peovle differ tremendously in the vigor and 
the constructive quality of the imagination they possess. 

Some people seem to dash off valuable new combinations of 

ideas as abundantly as eparks come off an emery wheel. Leaders 
who have this advantage are fortunate; vet they are often in 
danger of being unwilling to follow excellent products of 
their imaginations through to performance, or of being quite 
uncritical as to which of their suggestions are practical and 
which are not. 

Then too there are those--iess often will they be 
leadere--whe instead of exercising their imaginations in cen- 
structive ways, are content to daydream. They create pleasant 
fantasies cf wish fulfillment quite removed from actuality 
or possibility. They retire into @ dream world of their own 


creation; and their reveries may well become positively 
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42 
harmful in bringing about an excessive isolation of the indi- 
vidual and a progressive inability to cope with realities. 

Imagination is excellent and essential. It is a good 
servant but a poor master. It behooves a leader who is trying 
to cultivate and apply his capacity in that direction to seek 
the restraining influence of others' criticism and to have 
the check of testing one new proposal before rushing headlong 
to the next. In organizations where certain executive leaders 
are recognized as idea-men, they are carefully kept in hand 
by their associates when it comes to applying what they can so 
brilliantly evolve. 

It has never been demonstrated that a sense of humor 
can be acquired. But it surely is important as a lubricant-- 
as helping a leader not to take himself too seriously and as 
making dealings with others more amiable and less tense. 
Probably most of us believe that our own sense of humor is 
excellent and adequate! Even so, it is worth while to suggest 
how and why a sense of humor is valuable to leaders. 

Those in a position of influence over others have their 
special temptations. They may come to feel much too superior, 
to be too self-willed and insistent, too pompous, too intent 
and urgent about their mission. It is easy and natural for 
their points of strength to become so exaggerated that they 
are betrayed by them. At this point a sense of humor can be a 
saving grace and helpful corrective. 

A sense of humor is found upon analysis to depend in 


part on the satisfaction one has in seeing pretentions of 
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superiority in others deflated. One of the recurring keynotes 
of situations which make people laugh centers around bringing 
someone back to a reasonable sense of his self-importance, 
of restoring to him and to everyone else a better perspective 
and a more wholesome proportion in the view he has of himself. 
Humor helps, as we say, to put people in their place in ways 
that are not too direct, heavy-handed and conducive to resent- 
ment. 

Again, humor helps people retain a sense of proportion 
about activity and effort. The single-track mind, too great 
preoccupation with petty details, insistence in season and out 
upon one's big idea--these are favorite objects of ridicule 
and laughter. And the person who can laugh at himself when he 
recognizes those weaknesses in himself has his own remedy at 
hand. 

Teacher 

The good leader is a good teacher. His role is like 
the teacher's in helping followers through experiences which 
bring a changed mind and motive. Emphasis upon this view of 
his task would be helpful if for no other reason than that it 
keeps to the front the complete difference between leading 
and bossing. A good teacher is never a boss. He is a guide 
helping to start and hold the students’ interest toward mastery 
in a particular field. And this is no less true of the leader. 

An examination of some of the tested principles of 
good teaching should offer much help to the leader. These 


will now be briefly considered. 
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In the first place, the good teacher tries to build up 
as immediately as possible a sense in the learner that he is 
engaged upon an enterprise which is significant for him and 
which he will therefore enjoy. This sense may be imparted to 
some slight extent by an intellectual appeal, by showing the 
learner what for him are the value and meaning in what is 
about to be learned. But more effectively it is conveyed by 
the teacher's own radiant enthusiasm about the project in hand. 
Confidence in the worth-whileness of the subject has eventually 
to be built into the experience of the learner by his own 
happy results; otherwise his desire ebbs away. The good teacher 
builds up the desire to learn. The good leader senerates a 
willingness to be led and a sense of its promise and value for 
the followers. 

Second, learning starts at the point of the learner's 
present total outlook and equipment. The new objective and data 
to be learned have to be obviously related to what he now 
knows and feels. Without a clear sense on his part of some 
connection of the new with the familiar, a beginning can hardly 
be made. The good teacher knows the mind of the learner just 
as the good leader should know the present outlook of the led 
upon their common cause. The learning process starts from 
there--not from some more advanced point which the teacher or 
leader may himself have reached. 

In fact, too much time can hardly be spent by the leader 
in getting an accurate knowledge as to where his followers stand 
mentally and emotionally regarding the purpose in hand. This 


is true when a new group comes together, when new members join 
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45 
a group or when a leader believes that the time has come 
when the group purpose has to be altered in any way. 

Third, learning involves the whole organism. The 
pupil has to think, to feel and to act appropriately for the 
process to go on successfully. One reason why the educational 
process seems so often not to "take" and to leave so little 
residuum of permanent change in the individual, is that learn- 
ing has not been completed, has not involved the whole person, 
has not related itself to his total outlook. Much that passes 
for learning is memorized information, a verbal glibness about 
matters not emotionally felt or an emotional glow about some- 
thing, the relationship of which to the rest of living is 
unrecognized. 

It is important to dwell upon the failure along this 
line of much so-called learning, because it helps to account 
for freauent failures in leadership. Tne widely met fact that 
"a man convinced against his will is of the same opinion etill" 
means for the leader that his effort to effect a change in 2 
follower has not touched him deeply enough, has not influenced 
his profound convictions or his emotional prejudices. In short, 
the leader may fail to carry conviction if he ignores the 
follower's desires and his past background of experience. 

Learning, change of outlook, the acceptance of new 
purpose=--these are all active experiences. And they are, too, 
the results of experiencing. Beyond a certain voint there is 
no short-cutting the process: there is little vicarious 
learning. 


it may Occasionally seem to be true that in relation to 
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46 
group objectives we take other people's word for them and act 
accordingly. When this is done and there is uncritical accept- 
ance of already formulated aims, there is learning and true 
acceptance only at the point where the individual finds in 
action that the alms are commendable because satisfying to 
him. The test is not the verbal assent; it is the felt satis- 
faction after experience. For if under such conditions of 
acceptance of a leader's aim, we find that it sets us into 
trouble, that the aim proves in action to be unimportant or 
disadvantageous to us, we rapidly abandon it; and the learning 
process has oniy been one of knowing something which we do not 
want. 

We may sum this up by saying, "The leader can most 
surely count upon the sustained support of the led when they 
have been through experiences sufficiently like his to have 
brought them to the same conclusions about what they want and 
how in general they shall try to get it.” 

Fourth is the teacher's duty of guiding the learner's 
experiences and thinking, and supplying the data or vroblem 
setting which constitutes the immediate subject-matter of the 
learning. The teacher makes the learner face up to and 
realize the relevance of issues, fields of study or immediate 
problems whicn then come to disturb the student. His curiosity, 
his confusion and his unhappiness before an unsolved difficulty 
are all factors used by the teacher as forces to motivate a 
change. And this implies clear awareness by the learner of 


the detatled facts about his difficulties. 
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It 1s not that the teacher supplies the answer. 
Rightly conceived, the process calls for the teacher's putting 
the learner in tne way of a gradual self-disclosing of the 
answer--if any answer is to be found. If the teacher knows 
the "right” answer, he is a good teacher insofar as the learner 
proves to himself that his answer and the teacher's agree. 
But there will be situations in which the teaching process 
properly brings for the learner an answer different from the 
one held by the teacher. In such instances the teaching is 
successful if the learner's answer or sclution has been arrived 
at under the guidance of an objective of truth seeking, of 
completeness of factual analysis, of candor and insight in 
forming conclusions. 

Here again the parallel with the process of leading 
is close. The leader, too, should help te arouse interest in 
his and the group's objectives; should, by having the iseues 
clearly brought into view, help to place the followers in 
problem situations where the pressure of circumstances more or 
less inevitably moves tnem on through experiences, the impact 
and consequence of which gre in the new direction of a new 
conclusion. 

In conelusion, it should now be clear that the educa- 
tional process is not comvlete short of an active exverience 
of participation in a favorabie resuit by those being led. 
Their reaction has passed from the realm of cpinion into that 
of a fuily sensed conviction only when the ieacer has helped 
them through situations which changed their aims. The leader 


who is too impatient to employ a teaching sense, as thus con- 
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ceived, simply cannot get permanent results. For such results 
grow only out of those truly self-propelling motives which 


are effective because those being led know they are getting 


increased satisfaction. 





CHAPTER IV 
CONCLUSTONS 


The first chapter followed the legislative and direc- 
tive development of the financial aspects of comptrollership. 
In this development it was found that no mention was made as 
to tne individuals who were to provide the impetus for the 
successful application of comptroliership within the military 
services. With this in mind there followed a general discus- 
sion of the criteria which would be of help to the commanding 
officer in the selection of his potential comptroller and a 
general discussion of tne qualities whicn would be of help to 
the potential comptroller as a leader in the field of finan- 
cial management. 

in summary it may be said that: 

A. The commanding officer must look for the following 
qualities in selecting his future comptreller. 

1. Comprehensive point of view--~He must be capable 
of viewing the extensive resvonsibilities and relation- 
ships of "top management." 

2. Positive and purposeful outlook--He must look 
on the comptroller organization as a means unto an 
end and not as an end unto itseif. His organization 
furnishes a service to management that wili provide 
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50 
for accomplishment of objectives and missiona at 
lower costs. 

3. <A leader to develop and utilize a highly 
skilled professional staff--His thinking must not be 
overdeveloned in one facet of financial management but 
rather he mist be cepable of integrating the resnective 
skills of his techniclans into a coherent whole and of 
effectively etimulating the exercise of their initiative 
imasination and pvrefessional ekills. 

4, Thorough understanding of the Marine Corps-- 

He must have had extensive dutv in the Fleet Marine 
Forces and the understanding that the only reason for 
the establishment of shore activities is for the 
service and support they provide to the cnerating 
forces. 

5. Tacte-he is 6s member of the ataff; therefore 

he does not control operations but mey influence the 

performence of overstions, He osrsuaces, stimulates, 

suggests end motivates but cannot order. 

6. Above average intelligence--He must be capable 
of thinking analytically, logiesliy and possess 
imagination. 

B. tn nia role as a leader in the financial manazement 
movement the potential comptroller must perform a critical self- 
analysis of his own charecter traits and must self cultivate 
those qualities which ere found te be lacking. The desirable 


leadership qualities are: 
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i. A sense of pnurpose and direction--must know 
with greater than average strensthn of convictions 
what he wants to get done and where he wants to go. 

eo Hnthuslasm--must be surcharged with a dynamic 
emotion, with a hepefulness, with a will to win and 
an abounding robust sense of joy in the job. 

5. Integrity-~-to gain the trust and loyalty 
of those pecpls about him. 

4, Technical mastery--to possess enough srasp 
of the ways and means, tne technology and processes 
by means Of which the purposes are being realized, to 
sive wise guidance to the directive effort 285 a whole. 

5S. DBecisiveness-~to be able to cut acrosea 
indecision with decision, to galvanize indifference 
into enthusiastic performance, to transiste doubt of 
nossibilities into the swing of actually doing. 

6. Intelligence--the abllity to appraise situations 
readliy, to see their significance in tne total setting 
of present and past experience and to get the cue as 
to the likely line of wise action. 

7. Teacher--to help others in understanding the 
importance of financial management in the costiy and 
diversified Marine Corns of today. 

The question may @rise as te the similarity, and at 
times overlarring, of quelities as presented te the conmanding 
officer and to the rotential comptroller. i1t must ke remenbered 
that 4n the first instance the position wes emphasized and in 


the second instance the individual was emphasized. In the first 
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case the abilities of the potential comptroller were of major 
importance while in the second case the relations of the 
individual to those people about him were of foremost 


importance. 
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